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Operations Cell for Consequence

Management
by LtCol Michael G. Dana

Current JTFs are not well suited to disaster relief/consequence management.
This article provides an alternative organization.

T he successof humanitarianrelief
operationshingeson the ability

of a joint task force(JTF) or host na-
tion authorities to coordinaterelief
efforts rapidly and effectively. Disas-
ter relief operationsare time sensi-
tive and usually involve numerous
governmental agencies,nongovern-
mental organizations(NGOs), and
hostnation players.Coordinatingthe
activities of thesedisparateagencies,
while simultaneouslysavinglives and
minimizing suffering,placesgreatde-
mandson thecontrolling authority.

During EuropeanCommand’sdis-
aster relief exerciseAGILE LION in
July 1997, a Marine-ledJTF wrestled
with theseverychallenges.The activ-
ities of various governmental,NGO,
and Departmentof Defense (DoD)
organizationswere synchronizedby
JTF AGILE LION (JTF-AL), formed to
coordinateinternationalrelief efforts
for a (simulated) nuclear reactor
meltdownin Ingalina,Lithuania.JTF-
AL was built around the since-dis-
bandedMarine Corps’ StandingJTF
andhadrepresentativesfrom the De-

partment

of

Energy(DoE), Depart-
ment of State (DoS), DoD, Interna-
tional Atomic Energy Agency, vari-
ousinternationalrelief agencies,and
the Governmentof Lithuania. JTF-
AL achievedmissionsuccessthrough
Herculeanstaff effort, but the tradi-
tional JTF architecture hindered
rapid information flow and timely
completionof missionessentialtasks.
The purposeof this article is to out-
line a newJTF organization,onethat
createsa taskorganizationbestsuited
for disasterrelief operations.
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ExerciseAGILE LION revealedour
current JTF headquartersstructure
doesnot facilitate the planning,coor-
dination, or supportof disasterrelief
(DR) or consequencemanagement
(CM) operations.JTFs normally or-
chestrateoperationsthrough task or-
ganized, functional centers manned
by personneldrawn from the tradi-
tional (J-1 throughJ-6) staff sections.
For instance, the Joint Planning
Group(JPG)pulls togetherpersonnel
from each staff section to provide
functionalrepresentationduringcrisis
actionplanning.TheJointOperations
Center(bC), composedof functional
representatives,provides the com-
mander situational awarenessand
time-sensitivecurrent operationsup-
dates. In this samevein, theJoint Lo-
gistics ReadinessCenter(JLRC),Joint
Surveillance,Intelligence,FusionCen-
ter (JSIFC), and Civil-Military Opera-
tions Centereachprovideavehiclefor
information exchangeand coordina-
tion of functionally specific opera-
tions. Theseorganizationsare man-
power heavy, increase forward
deployed footprint, and consume
scarcecommunicationsand logistics
assets.Worseyet,thesefunctionalcen-
ters don’t facilitate timely conductof
DR/CM activities.A step towardrecti-
fying thisproblemwouldbecreatinga
joint interagencytaskforcefusioncen-
ter (JIATF fusion center).This fusion
center would be a stand alone, for-
ward deployed planning/execution
center of gravity for the JIATF de-
signed to facilitaterealtime coordina-
tion betweenmilitary, national,andin-
ternationalorganizations.This fusion
center would integrate operational
functionsandfacilitateinteragencyco-
operation communication.More im-
portantly, manpower requirements
could bereducedthroughthecolloca-
tion of keypersonnelin a robustcom-
mand,coordination,andcontrolfacil-
ity with reachbackcapability to home
station staffs.The new structurecalls
for a confederationof key decision-
makers equipped with the mental,
technological,andoperationaltoolsto
providerapid, effective,andnearreal-
time solutionsto complex,time-sensi-
tive problems.

The impetusfor the proposedJI

-

ATF fusion centercame from the
following lessons learned during
AGILE LION:

Location. The physical separa-
tion of the various sectionsof the
JTF staff (JOC,JLRC, etc.) encour-
aged stovepiped staff action. The
amount of information provided
by automatedsystemscompound-
ed this problem. Information man-
agementwas time and labor inten-
sive; each section focused inward
in their attempt to harnessthe in-
formation dragon.Each functional
center processedand synthesized
information in isolation, thereby
inhibiting information sharinga~d
lateral staffcoordination.

Communications.Information man-
agementis morethanpassinginforma-
non. Effective corrununicationspriori-
tizes critical information and facilitates
theaccomplishmentof requiredactions.
Systemsandproceduresthatenhancein-
formation sharing andcomprehensionare

vital to communications.Disseminating
commander’sintentandvision,defining
desiredend state(mission success),es-
tablishing commontermsof reference,
and creatingcoherentcommonalityof
purposefor all players(military, govern-
mental, and nongovernmental)are es-
sential tasks for effective communica

-

lions in aJhTF. A differentiationmust
be madebetweeninformation manage-
ment andinformationapplication.

Organization and processes.A func-
tionally configuredJTF staffstructure
supports executionof conventional
military operations.This architecture
fits hand-in-glovewith traditional staff
planning processes(e.g., mission
analysis, course of action develop-
ment, etc.) The planning center of
gravity in this type organizationis the
commander.In DR CM, the centerof
gravity is information sharingand co-
ordination harmonization of opera-
tions.In a purelymilitary model,these
functions are a meansto an end. In
the futureCM model,theyare an end
in themselves.TheJIATF commander
is more facilitator than commander,
more diplomat than warrior. (Unlike
high-intensityconflict, the hostnation
retains final say on what events ac-
tions transpirewithin its borders.)

Time management,rapid dissemi-
nation of information, andunity of ef-
fort amongdisparateplayersis critical.
We need an organization that sup-
ports decentralized,but coordinated,
executionof operationsandparticipa-
tory, yet guided, command.Integrat-
ed,secure,andrapidinformation con-
nectivity is the communicationsglue
thatholdsthis modeltogether.A mul-
tifunctional,fusedoperationscenteris
the vehiclefor harmonizedJIATF op-
erations.Figure 1 depictsits proposed
organization.

PhysicalCharacteristics
Circular; three tiered. The fusion

centermodel is coliseumshaped.An
executive steering committee com-
posed of high-level decisionmakers
from the host nation and contin-
gency-specificagenciesleadfrom the
first ring or “bull-pit.” The second
ring contains senior duty experts
from appropriateagencies/hostna-
tion, groupedtogetherin function-
al discipline-specific cells. The first
and second ring workstations are
open, thereby facilitating rapid and
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continuousinformation exchange.A
Wall Streetatmosphereof “organized
chaos” prevails. The third ring con-
tainsa “pressbox” sectionwherethe
commanderand deputy commander
observe,monitor, and provide guid-
ance to personnelas required.Trans-
lation, logistics support, training,
communications/automaticdatapro-
cessing(ADP), andbriefingpersonnel
work out of the pressbox stations.
The fusion centerhas a cylindrical,
theater-shapedconfiguration (e.g.,
similar to a basketballor hockeyare-
na, butsmallerin size).

Location. The fusion center is lo-
catedwhereit canbest:
I. Coordinatewith theleadhostna-
tion agencyfor consequenceman-
agement.
2. Maximize use of existing tele-
communicationssystems.
3. Maintain security and life sup-
port for deployedpersonnel.

Unique Operating Procedures
Noformal briefs by first and second

ring players. Briefs causeoperational
pause, degrademeaningful dialog,
emphasizeform oversubstance,and
provide a snapshot,rather than an
overview of the commonoperational
picture. Briefs areconductedby the
“briefing cell” residentin the third
ring press box section. Informal
briefs by first andsecondring play-
ers areeventspecific, ad hoc in na-

ture, and tailored to orient partici-
pantsandsolvethe task at hand(vice
making the brief so formal andbur-
denedwith PowerPointthatwe make
the “mission the brief,” instead of
briefing the mission). Higher head-
quartersshouldpushdistilled infor-
mationto theJIATF, not vice versa.

Reportsare notcompiledbyfirst andsec-
ond ring players. Reportsare produced
by the reportssectionin the third ring
pressbox section. Similar to a sports
event,personnelin thetrenchesdon’t
compile data statistics.First and sec-
ond ring playersdevelopcoordinated
solutions to time-sensitive problems
throughinformationsharingandmax-
imum use of synthesizedknowledge
(providedby reachbackteams).

No unformsforfirstandsecondring
players. Uniforms createpsychologi-
cal barriersandinformationfirewalls
in aJIATF.

Reachbackcapability critical. Fusion
center membersare decisionmakers,
not staffofficers. Thisdecreasesonsite
personnel and equipment footprint.
Reachbackorganizationsdistill moun-
tainsof infonnationinto usableknowl-
edgefor onsitedecisionmakers.

Civilianfocus,civilian lead. Thecom-
manderof theJIATF is selectedfrom
the agencywhoseresidentcapabilities
and expertisebestmatchrequiredcri-
sis response.A senior representative
from theDoE couldbetheJIATFcom-
manderfor responseto a nucleardis-

aster. In consequencemanagement,
the U.S. military providesoperational
capability through time-tested plan-
ningprocesses;robustcommand,con-
trol, communications,computers,and
intelligence(C41); and logistics where-
withal. Thesefunctionsmustbeplaced
in a supporting,ratherthan leadrole.
We achievemission successby bring-
ing the right personneltogetherin a
first-rate command,communications,
andcoordinationfacility.

Technological Requirements.
User friendly (voice activated or

touch pad) softwareprovidingready
accessto required knowledge. De-
tailed information gathering, colla-
tion, andprocessingoccursat reach-
backsitesthat subsequentlyforward
“distilled” data (knowledge) to the
fusion center.

Next-generationweb page that pro-
vides realtime current operational
pictureandsignificant eventslisting.

Common operational picture avail-
able on overhead(planetariumstyle)
andon workstationcomputers.

Audio and visual translation ser-
vices imbeddedin workstations.

Videoteleconftrencing(VTC) capabil-
ity residentat workstationlevel.

Communicationsthat are userfriend-
ly andjoint/interagencycompatible.

Personneland Training
Precrisis training critical to effective

execution. Integrated, multifunction-
al, knowledge-basedtraining is a must.
The initial vehicle for training could
includeexchangetours,seminars,and
futureexercisespatternedafterAGILE

LION. Openingmoreschoolseatsfor
governmentaland nongovernmental
personnel in DoD formal schools
would complementthis effort.

“Grey beard” personnel required.
Membersof the fusion centershould
be experiencedandsenior(minimum
military rankof 0-6 or civilian equiva-
lent). Each functional workstation
should be manned by senior repre-
sentativesfrom key participatingorga-
nizations.

Maximumuseofliaison officers.Liaison
is required between agencies,JIATF
andhostnation, andorganizationson
the ground performing CM acnons.
The coordinationactivities of principal
personnelat the fusioncentermustbe
disseminatedandechoedby liaison of-

Figure 1. Sample IiATF Fusion Center Organization.
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ficers at the executionor field level.

Functional Workstations
Third Ring:
• Headquarters Support Cell: Coordi-
natesfor andprovideslife support,se-
curity, andfacilities maintenance.
• CommADP Support Cell: Provides
technical expertiseand onsite repairs
to hardwareandsoftwareasrequired.
In conjunctionwith the secondring as-
sessmentfusion cell, facilitatesthe ex-
change of information within and
throughouttheJIATF.
• Translation Cell: Providesoral and
realtimewritten translationservices.

• CommanderJIATE: Responsiblefor
the coordinationof all JLA.TF activities
and servesas the hostnation’s senior
representativefor the United States.
Acknowledgedduty expert in areare-
quiring CM (nonmilitary billet).
• Deputy Commander-iResponsiblefor
establishingandmaintainingrequisite
C41 and logistics to support mission
needs. Provides planning guidance,
processes,and structureto JLATF ac-
tivities (military, flag-level billet).
• ChiefofStaffIntegratesandsynchro-
nizes day-to-dayJIATF activities (civil-
ian DoD billet; proven administrator
with reputation for decisive action;
minimum of UnderSecretaryrank).
• Operations Coordinator: Coordi-
nates, harmonizes,and focusesJI-
ATF activities.Seekscoherentopera-
tions for CM.
• Briefing Cell: Observes,collates,and
condensesactivitiesof first andsecond
ring playersinto daily briefsfor theJI-
ATF commander.
• Quality AssuranceCell: Composedof
retired seniorleadersfrom DoD, mili-
tary, privatecorporations,governmen-
tal agencies,and NGOs. Thesemen-
tors observe the first, second, and
third ring players and provide con-
structiveguidance,as requestedby the
commander.

SecondRing:
• United Natio~ HumanRightsOrgani-
zatims,DoS, Government,and Interagency
desksareskill field specific andprovide
uniqueoperationalinput to the assess-
ment fusioncell andfirst ring players.
• AssessmentFusionCell: Combinesthe
activities of theJOC andJSIFC into
one integratedcell. Acts as an inter-
facebetweenthe first andsecondring;
seekscoherentrealtimeoperationsby

monitoring andguiding fusion center
activities. Reducesstovepiped plan-
ning throughcreation,dissemination,
andmaintenanceof a current opera-
tional picture. Collates intelligence,
operations,and logistics functionsin
orderto provideproactiverealtimere-
sponsesto events occurringwithin a
96-hourwindow.
• Branch-SequelDesk: Performsfuture
operationsor JPG functions; antici-
patesfutureevents(96 hoursandout);
developsplans to most effectively re-
spondto futureevents.
• Measuresof Effectiveness/Transition
Desk:A subsidiaryof theBranch-Sequel
Desk. Worksin closecooperationwith
the Quality Assurance(QA) Branch
and evaluatesthe effectivenessof cur-
rentoperations;providestransitioncri-
teriaandendstateobjectivesfor future
operations.
• Information Operations/PublicAffairs:
A proactive,take chargeorganization
that seizes the initiative in media
events. Lead agency for publication
andclarificationof the threator event,
actions planned, actions taken, and
missionendstate.

First Ring:
• ExecutiveSteering Committee:Non-
military lead; the JIATF “thinking”
nerve center.Lead agencyprovides
senior decisionmakerto be a first
amongequalsin this “responsecoun-
cil.” Envisionthreeor four personnel
encompassinghostnation, DoD, lead
agency, and headNGO representa-
tive(s). The steeringcommittee pro-
vides a link betweenthe commander,
hostnation,andresponsecells.

At first glance theJIATF fusion cen-

ter appearsto be a conventionalJOC
withmoreplayers.Thoughthephysical,
procedural,andpersonnelchangesare
subtle, they are evolutionary. Colloca-
tion of senior, experiencedpersonnel,
maximization of reachbackcapability,
andthe nonmilitary leadof theJIATF
fusioncenterare steps,not blind leaps,
into the future. Simple modificationsto
workspacerelationshipsandconfigura-
tions canincreasecommunicationand
lateralcoordination.Utilization of expe-
riencedgraybearddutyexpertsinbillets
formerly heldby junior, “generic” per-
sonnelwill increaseoperationaltempo,
optimize recogrutionaldecisionmaking,
and shorten responsetimes. Detailed,
technical,andlaborious staffwork still
occurs,but thanksto reachbackcapabil-
ity our forwarddeployedfootprint is de-
creased.The keys to the futuresuccess
of interagencyoperationswill bemutual
trust, understanding,and cooperation.
Exchange tours, in the field or in
agency/serviceschools,andfutureexer-
cisesare the path to thesejoint objec-
tives. Lastly, theJIATF fusion centeris
not a meansto anend,but a waypoint
to thefuture. Like an agingwarplaneor
ship, the traditionalJTFstaffmodel still
carriesa punch,but upgradesare re-
quired. One idea is the JIATF fusion
center,designedto bridge the gap be-
tweentheconsequencemanagementre-
quirementsof tomorrow andthe capa-
bilities of today.

US~MC
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